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SERVICES PLANNING AND ANALYSIS SYSTEM (SPAS) 


What is SPAS? 


SPAS is an administrative planning process. It is not a computerized 
system, 


As an administrative planning process, SPAS is: 


~- Multi-year because service programs are analyzed in terms 
of their operation for 3 to 5 years into the future. 


-~- Comprehensive because all County service programs would be 
SERS 


-- Continual because analysis occurs all year. 
What Does SPAS Produce? 
The end product of SPAS is a County-wide Services Plan: 
poe em ocmyieescerlany lists in, priority order ; (by department, 
by functional groups of departments, and County-wide) all 
County service programs. 
-- The Services Plan also shows the cost, associated revenues 
and net County cost of service programs, and estimates 


of non-service program associated revenues (e.g. Property 
Taxes). 


The benelits.of the Services: Plan are: 


-- Concentrated attention is given to analyzing and prioritizing 
service programs. 


-- It provides a basis for allocating financial resources. 


Starting with the highest priority service program(s) 

and going down the list, service programs can be approved 
for operation until the total net County cost of the 
approved service programs equals expected non-service 
program associated revenues, 


How Does SPAS Work? 


As coordinated and guided by the CAO, existing departmental 
planning operations will: 


-- Identify County-wide service needs and service programs 
which are or should be developed.to meet those needs. 


-- Estimate on a multi-year basis costs and revenues of 
operating service programs. 


-- Develop service plans for service programs which describe 
specific services to be provided and explore alternatives 
for contracting, expanding, and delivering those services. 


The CAO, assisted by the departments, will: 


-~eEstimate Other revenues (6g. property tax revenues) on 
a multi-year basis. 


-- Prioritize service programs by department, by functional 
groups of departments, and County-wide. 


-- Develop a County-wide Services Plan which provides for 
the operation of the highest priority service programs 
at specified service levels and within expected available 
financial. resources, 


How Does SPAS Fit in with Program Budgeting and FIRM? 


The service "programs" identified in SPAS are the same programs 
for which we will eventually make budgetary recommendations to 
the Board, and by which FIRM will be able to track actual costs 
and revenues. Basically: 


-- SPAS projects programs, costs and revenues, and analyzes 
and prioritizes programs, 


-- Program Budgeting allocates resources on the basis of 
programs (i.e. related work efforts) designed to accomplish 
specified outputs. As part of the budgeting process, pro- 
grams are evaluated in terms of efficiency and effectiveness. 


-- FIRM is a computerized accounting system for tracking actual 
costs and revenues on a program and line-item basis, com- 
paring actual to budgeted amounts, and for providing data 
on program performance (e.g. unit costs, etc.). 
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SPAS - GENERAL DESCRIPTION 


se, OBJECTIVE #1: DEVELOP COUNTY MASTER SERVICE PROGRAM PLAN 


SYSTEM INTRODUCTION PHASE (Tasks Number 1-8 of Imple- 


mentation Plan 


A 


The Los Angeles County Services Planning and Analysis 
System (SPAS) will not work without the direct involve- 
ment and support of CAO management, CAO staff, department 
heads, and departmental staffs. The SYSTEM INTRODUCTION 
PHASE is “designed to provide an Orienvationavo SPAS; 

and to enable affected persons to review and react to 

the SPAS. Their impact is necessary because: 


1. CAO Management and Department Heads 


Previous governmental. experience with long-range 
planning and program budgeting systems has shown 

that top management support is essential to success-. 
Pi eli Rene te Li1ON. lie worn ee Om Wi herein. POD 
County management must understand the system, believe 
ii is necessary, and be Willing to commit sufficient 
staff to make it work. 


2, CAO Staff 


CAO team leaders and staff play a key role in the 
SPA, Shoe ysWi ll aprovede directecontacs with dine 
department staff who possess the substantive expertise 
Londevelopy realistic service plans, or this reason, 
CAO staff must understand and be able to explain the 
details of the SPAS implementation plan. 


"3, Line Department Staff 


Line departmental staff will also play a key role 
by developing service plans, To ensure appropriate 
and consistent results from all departments, and 

to ensure that the SPAS will become an ongoing 
system, line department staff must understand and 
use the SPAS as part of the budgetary cycle, 
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Be Se DelehMINS -ChnViCe- Weebo- (tasks Mumber 9-17 


sin Yotatech Seba 
of Implementation Plan 
Posts lia sional tes ioe coarse Neem 


The Service Planning and Analysis System will include 

an ongoing capability to: 1) identify and analyze 

Curren. Service neecs ~2) estimate future service 

ase and 3) determine which service needs are to 
CG i, 


1. Identify and Analyze Current Service Needs 
a. Inventory of Service Needs Being Met 


THe" 1TnVemvcory =O: CUrrenvs Services provided 
by public and private agencies will give a 
good initial approximation of service needs, 
Ofcourse, this assumese that a service 

would not OSs provided uniesss there is gasneed 
tor 1t.. The inventory process includes 
describing che service provided, in terns vom 
Wine te Se OONe. Why taets, Gone, how 16 as done: 
where 10. 2S -dcne, how o2 cen 10 48 done and 
for Whom 10s done, r 


b. Inventory of Service Needs which Should Be Met 


service needs presently being met do not 
necessarily reflect all service needs. There- 
fore, the inventory of service needs should 
alse reflect those service needs not being 
met bUG which should be met. 


Cy snelyZennecvorsclT fectings Al ls oerv leew Needs 


Thesanventory of fall senvice needs (ine. . 
service needs being met and service needs 
which should be met) will include an analysis 
of the factors which modify those service 
needs, Examples of those factors might. be: 


-- population changes 
mons COMOLe Dil enaracterietaes 
-—- changes in the economy 


By understanding and later monitoring changes 
Snchesewactors,, we Wil be din aubetvcer 
position to estimate changes in the service 
needs. : 


2, 


a. 


Identifv Data Sources which Provide Information 
* > S 
about Factors 


Since the factors affecting service needs will 
be monitored, it is necessary to identify the 
most appropriate sources of data which describe 
the factors. “Purther, to insurer uiac tie basic 
data used is consistent on a County-wide basis, 
Gata sources need to be catalogued and monitored 
by a central staff agency. 


Estimate Future Service Needs 


Obtain and Analyze Historical Data Concerning 
PON CA NAGI CESS Us Ui SAA le acl, Sele Re Sl cae ete 


Service Needs 


The inventory of current service’needs describes 
"what is". However, to fully understand "what 
is" we also need to know how it got that way, 
Tees We ec Nis tor rca ls dala. COM vie fis— 
Lor cal data. we cam discern Yorends, and, verity 
Ourwunderstanding of Mow he factors arrecting 
the service needs interrelate. 


Identify Appropriate Technicues for Estimating 
Cee roe Cue aC MOme Cas Tinie Nei ciT. 
service Needs 


Through analysis: of current service needs and 
historical data on how those needs developed, 

it will be possible to estimate future service 
needs. To ensure the reasonableness of these 
estimates, and the consistency and compatibility 
anong all service needsestimates j ‘standard 
estimating techniques must be identified and 
followed, 


Project Future Service Needs 


Projecting is a process of estimating the future 
based on: ) 1) experience (i. e7y historical data) 
and 2) ‘the “basic “assumption ‘that ithe “mix!” of 
factors and/or trends which determined the ex- 
perience will continue unchanged into the future 
Basically, the process: of ‘projecting involves 
the identification of trends and extension of 
those trends into the future. An example of 
projecting would be the use of linear and non- 
linear regression’ analysis. 


B 
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ad. Forecast Future Service Needs 


Forecasting is a process of estimating the 
future based on: 1) experience (i.e., 
historical data), 2) assumptions concerning 
how factors, trends and policies which de- 
termined the past will change in the future; 
and 3) judgments concerning how new technologies, 
NEW DOVECMES Cle, sinay "ar fecL the Tuture,, yv 
changing the "mix" of experiences, assumptions, 
and judgments, various alternative views of 
the future can be developed. An example of 
forecasting would be the use of simulation and 
modeling techniques. 


@, . mye ilecizerocrvice Need = Pro }ections, and voreces cs 


Given the various alternative "futures" identi- 
fied by projecting and forecasting techniques: 
it is necessary to combine and/or choose among 
each’ to develop the most probable estimate of 
future service needs. 


5. Determine service Needs ta be Met 


a. Determine Avoprooriate Role of Public/Private 
Sector. and rederal/state/Local Government 


Some’ Service needs should appropriavely be mer 
DY"private agencies ashopposed TO public agencies. 
or by levels of government Other than the Councy. 
Cu¥verenG dnd. future, Service needs. -snould.ve screened 
tocdeLemniiie. Wich Service needs properviyera 
within the purview of County government, 


be. Determine Relative Importance of Service leeds 
ieondd COUNTY SEUurvilew 


Relative importance among service needs will be 
determined by ranking service needs according 

10+ Var ous nd1cces,” ~Such nd eces* wil lave 

selected’ so that all service needs can be assigned 
@ value--e.g., number of people affected, number 
of deaths involved, number of buildings destroyed 
by—tire,-derree of communiyy or polsti cal support, 
ete. The service needs ranking high on common 
indices can be assumed to have a higher priority 
‘than those which rank lower. 
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c. Determine Service Benefits to be Realized 


Service needs can be fully or partially. met. 
The degree to which service needs are met 
may proportionately or disproportionately 
arpectthne, penefites tosvesyealr zed. ues 
therefore necessary co analyze all service 
needs in terms of benefits to be expected 
as a functnon, Ofedecree ofdservice needs 
met. This typeof analysis; will allow. the 
ranking of service needs by assigning a value 
or score to the relationship between: (1) ser- 
vice plan contractability, and (2) expected 
benefits. Further, nis) type ofsanalysis 
Wiil assise im the comprehensive priory 
ranking of all service needs. 


dad. Set Service Need Priorities 


Baseamon, Viiesanadigsus: Ole proper role. service 
needa mporvence, sand reatizable Denet ves all 
Servi.cCe mecds -Ccamsbe: NagKedo in pDELOri Ly order 
by department and by functional egroup. 


e. Select Highest Priority Service Needs 


From a prace.cal jadministrative point of view, 
Ocvarled, Service plans Cannow and. Should nov 

be developed for all service needs. Based on 

a joint department CAO team judgment (including 
a@ summary cost analysis) service plans should 
berprepared only fom high-priority service needs. 


PHASE II ~- DEVELOP SERVICE PLANS (Tasks Number 18-31 


of imp lemenvavion Plan) 


In response; to existing and estimated future service 
needs, service plans should be developed which specify 
how and. to what. degree. selected) high priority service 
needs, would. 0 metina The Services) Planning and) Analysis 
SV Siete ws line ude, this? capabidn ty. werner SPAS. will, also 
anciude the capability of eveluatingsand.ranking, the 
Se€rvicesplans,whachvare developed: 


1, Determine How to Meet Service Needs 
a 


a. Identify Desired End Result 


What must occur, and/or be produced to meet the 
Service need? For example, the service need may 


=6e 


be to save the lives of kidney failure 
patients, However, this service need can 
be partially met in that the patient's 

Life: can-only be prodonged under existing 
technology and medical understanding. 
PUYCNe rt edue: tCOwtaci li yd imi tationsas tne 
desired end resuig which woeudd, satisfy Glis 


necdsmas be: Extend the dite span for: two 
Vearsalorciose patients exhibiting cereain 
characteristics. 


b. Develop Service Delivery System 


A service delivery system is the complete 
process(es) by which the desired end result 
(objective) is achieved. Questions concerning 
where, when, how often, and for/by whom must 
be answered, 


c. Determine Additional Resources Required 


Additional resources which may be required 
ere; determined by corparing exPsting resources 
to the total resources which are required 

to impletent the services delivery system and 
achieve the desired end results. "Resources" 
include: staff, service and supplies, equip- 
ment, facilities (owned/leased) and support 
services (e.g., data processing, building 
maintenance, etc.) 


QQ. Determines Other. Changes, Kea red, toe Meer 
pervice, Need 
To implement’ the service delivery system(s), 
Eres chances, required inj Organi zacion, 
administrative procedures, policies (County/ 
department), law, regulation, etc;? 


Determine Consistency,’ Compatibidityeand Desirability 


Oo Ie rVviCce wr Lans 


Within the framework of existing County policies, 
eiteservice plans Will be“analyzed Tor consistency, : 
COllpaAti bigs tye end desi rabililiey.§ Areralleservice 

plans:! a) logically~consistent and based: om: con= 
sistent assumptions,, b) compatible: ine terms: ofeservice 
delivery methods, and end results, and c) desirable 

in termsrof acceptability of end results, and how 

they will be achieved? 


a fe 


a. Analysis of Service Plans by Department 


A by 


Determine Consistency of Service Plans 


Each department must analyze its service 
plans to determine the consistency of 
assumptions among all intradepartmental 
Service plans... For exalp Le moervice vlan 
A may be based on the assumption that the 
SizZenor & tarcet. populatione wil edouble 

in the next. three years, white Sexmvice 
Plan B is based on the assumption that the 
size of the same target population will 
remain static, 


Determine Comat bili bylot Service Plans 


Each department must a2l1So analyze 11 Us 
service plans to determine intradepartmental 
service plan compatibility in terms of 
service delivery methods and end results. 
POMC Rap be. oe Ci Ce. th LAT LW istics Chua 
Une USE Ol Numerous sCeCen era la Zedaservice 
CEnCer waWhile soci UCCw lai Dewees CeCuU iT e 
the use of a central office. in terms of 
County policy and/or administrative re- 
SuriciLons, Service delivery systems 
described in tnese service plans may be 
incompatible. Further, Service Plan A may 
Seck to increase Une nNumDemsom arres ust 
while Service Plan B may seek to reduce 
the»number-of..confinements;: hence, Plan A 
and Bo may also be incompatible in terms of 
end results, 


Determine Desirability of Service Plans 


Departments must analyze service plan 
desirability by evaluating the acceptability 
of end results sought and methods to be used 
Acceptability is. defined as a function of 
thesexpected. reaction(s) irom: se loard: of 
Supervisors, CAO, general public, pro- 
fessional groups in the field, other levels 
Ol government... courts, "eco. 
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4, Set Preliminary Priorities Between Service 


Plans 


Based on determinations of service plan 
consistency/compatibility/desirability, 
relative importance of service needs and 
benefits to be: expected from meeting 
Servi cCegnccds eceparimenvts must rank. oer 
Service plans tine preliminary, priory. 
order) Wheseppricorities are preliminary 
in that they are based on substantive and 
procedural. considerations: More, than Jikely 
these "preliminary priorities. will change 
WhensTtinancial. restrictions are, considered. 


Central (Starr Analysis of Department Service 


Plans 


ENeCVavOVeTs Vels arem@repea Led epy. Uncen ChOmiLrom 
alfunetionalveroup) (e,2.,,Jus tice. System, 
Heaitimoct vices mage uc )) DOLNU Of) View, ther 
Centralws lati ragencies may also review sone 
Preliminary OUrieri yy Aranking ocleseruuComp ems 
to evaluate specific aspects, e.g., County 
COUHSCi#ion leraliucy Of praposea ws, 


Determine Feasibility of Service Plans 


Service (plans mayobe consistent, compatible 
ano Cesta te bucarmoc 1 casi piescue ve: 
constraints beyondsthe control of the. jugis- 
€LCls on WaLChecevetoped the servi cespilan for 
famnanciaPESeasons. ai ..o +5, COSt sand revenue 
considerations) one Services Planning and 
Analysis System will include a capability to 
determine the: Teasvbality of Service planse 
and to. rank Sexrvicesplans in- terms “of Teasitilijy. 
As in the. determination of service plan con 
Sis tency .coOmpati UL ty sand desi yabil i Cy eet Ss 
feasibility analysis is performed at both the 
Gepartment and CAO. levels. 


Poe Wdentitycoutside Feasibility Constrainis 


The following tasks must be clearly dis- 
tinguished from the task of identifying 
whichyservice meeds properly fall within 
the purview of County government, The 
former identifies what counties ougnt to 
do; these tasks identify how restricted 
counties are in doing wnat they should do. 
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‘a, Identify Governmental Constraints 
feria ea a gh Rectan Nees eek Te ee ae 


Existing or planned governmental prosrams 
ati the®localmereszional,, otacte wr Federal 
levels may constrain County service plans 
by: producing incompatible results, using 
incompatible methods, creating unfavorable 
public opinion, limiting available methods 
for County implementation (e.g., legal 
restrictions or regulatory restrictions), 
ete. 


be Sidentity ernvate Sector Constraints 


Private agencies may be providing or may 
Secketo mroyide services which overlap 
services provided by government. Existing 
or planned private agency service programs 
WevecenslramnnCoungy serv rce spite apy: 
Producing sincompatibile results, using 
INCOMpaeEDMe me chode, pal recGiune spb irc 
Opodo Onesupporu see vc. 


oe esroeniG hy sBimanc a leConssdera tlons 
aw Determine Adeaa sional Costs involved 


Costs need to be estimated for: 1) addi-~ 
GuOna Lyrequired wresources:anda2)socher 
nesdedachaseessa, COstses mould pe estimated 
Tommthegen tire «peniodecovercd sby-.ene 

Benvuccs plants.) sand should contain stan- 
OSrGarsetorsm Crgniture sel) ysalary increases , 
2) employse benefit increases, 3) increases 

in support and overhead costs, 4) increases 
due to inflation for supplies/equipment/ 
constructions ec, 


b. Determine Service Plan Generated Revenues 


Due Sto» bhesnatureyon cthessenvicesproyided, 
the implementation of some service plans 
Will generate» revenues throuch: ~ user 
fees, Lines, Subventiens. orange, sconuri — 
butions. .6tc. mieService plan generated 
YeVenue mayuthen be used to effset addai- 
tional costs to determine net service 
plan cost. ; 


ye Ps 


Determine Cost-Benefit Relationships 


Estimates of service plan generated 


revenue are used to offset estimates 
of estimated additional costs to 
determine estimated net additional 
County cost. By further estimating 
Denes i Macuancl ao. sLermc.mie t 
County cost-benefit relationship(s) | 
can be developed, 


So LC entasty Admins strat ve. Constraines 


< a. 


Determine Impact of, Organi zaticnal and 
Procedural Cnanges Required 


——~- 


To be fully implemented, Some Service 
plans will require extensive organizational 
and/or procedural changes, others will 
require little change. The degree of 


-change reguired needs to be analyzed in 


terms of how the required change(s) will 
alfect the effectiveness and efiivetency 
of service delivery. 


eLermine, Impact. of Other Administra tgive 


Other administrative changes such as 
changes. in law or regulatory restrictions 
Mayede necded. tO Implement e2service pie. 
These kinds of changes may have an impact 
Tieterns Of when-8=service pian can sue 
made operational. 


4, Define Scale(s) and Rank Service Plans 


As,outvlined above. tne feasibility of. 

service plan iS.4a cunction of?) soutcide 
feasibly constrainvs, and financia pana 

BOM ni sStratave. cones Jeratzons.— aC wser vice 
plan would, be ranked. within €ach se. of srvac voc. 
weights assigned to the resulting three rank- 


ings..and ~nen 8 combined ranking determined 


by..combining tnéschree wele@hnved scores. “This 
ranking process would be completed at both 


the departmental and CAO levels. 
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Determine Non-Service Plan Associated Revenues 


Some service plans generate sufficienc, revenues 

to offset costs). while others, ¢eneretempar tac by 
OffSelting Kevenves 0G NO, Fevenviera tac in 
balancing. local service plan funding reaquirements 
With ~olal funding candbitiiles. i ievemune lo none 
essential also to determine those revenues not 
Benerared oy service piens, Tnewsernvices st tannins 
and Analysis, System will include ther capabiwivy. of 
identifying these revenues. 


a. Identify Sources of Revenue 


1. Existing Sources of Revenues 


Existing County budget would. be reviewed 
to determine and categorize, Diogo ec caset 
all Sources Of non-service, plan ee oe 
YFevenues, 


2. Potential Sources of Revenue 


Other sources of non-service plan generated 
revenues would also be identified. This 
would involve: 1) monitoring develovments 
‘in taxing concepts and methods across the 
Country, 2) consulting with economic re- 
search institutions, 3) following pending 
Vepistaz1 On. euc. 


Dips Oe uity and eee. Factors Affecting Amounts 


of Non-Service Plan Generated Revenue 


ie identily end veterm ne interre lati onsnips, of 


Substentive Factors 


The major catesoriés of non-service plan 
associated revenues are: general taxes, 
JILCenNSes and “permits, fines-forfeits-penalties, 
and revenue from use of MONeV- end, property, 
Substantive factors which affect the amount 
of revenue generated in these categories 
(number of people forfeiting funds, interest 
raves.) etc.) need. to. be identified as well. 

as how the factors interrelate. 


oe 
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ee .Ldentvity and Determine Interrelationships 


of Policy and Procedural Factors 
eee ee CO EOC COUN aC Lore 


Policres \(i,e.7 decisions tabout what “funds 
Will be made available to/the County) “and 
procedures (i 7e,, decisions aboutucomputa tion 
and/or distribution formulas) determine how 
much of the total generated funds are dis- 
Prubuved to vie County. Sli otnensworuss 
Substantive factors may result in $1) million 
Deluge seenereved by tax A. but policy and/or 

FOCCUUras GSC SiOonS ia yeresulc enol, 

500,000 being made available to Los Angeles 
County. . 


Cc. Estimate Amount of Current and Anticipated 
Non-Service Pian Associated Revenues 


1. Project Revenues 


Based of amounts of Mevenue actually reecer les 
over the past few years and assumine acon 
TANUAG-ONVOr-Cxistingsturends (factors. pollctear 
procedures). estimates of Tuture revenues would 
be made. 


2. Forecast Revenues 


Based on assumptions concerning how future 
factor/policy/procedure changes may affect 
how revenues are coneratred and distripuced, 
estimates of future revenue are made, 


Analyze and Synthesize Individual Service Plans into 
OUNU yas ver oe ry Cee se OPren yan 


Given All sindividual service plans, wWiich are feass bier 
estimates of service plan costs/revenues, estimates 

Of non=service plan generated revenues) the County 
Services Planning and Analysis’ System will include 

the capability of synthesizing=-individual, plans™inve 
acouncy Plan. Shey Tactors whieh. mus te bercons i Gemed 
in the synthesizing process are: a) balancing: of 
total County funding requirements and funding capa- 
batities, and >). comprehensive ranking (1,6.,6peror, 
setting) of all service plans: 


a. Rank Service Plans on a County-wide Basis 


Rariier inethne Sseryicessplennineg process: sala 
service needs and the resulting service plans 
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were ranked by department and CAO functional 
group for’ the fodowens: 


—~ sLMNpOrtancevolL Servi ce snecdsandeexpecered 
benefits 


~- Consistency, compatibility, and desir- 
ability 


Coot Dis Gyan eer OU ve OCH mimi aie 1 alle, 
and administrative constraints) of service 
plans 


By a Similar evaluating, weighing and ranking 
process: a) these three service plan priority 
listings would be combined into a single priority 
listing by CAO functional group; and b) the re- 
SULT RS eVera le tunCr ronda Croupepr Ott yal 1 Ss .— 
Ings coOmpined=into a“County-—wide priority list= 
ing. 


Develop Service Plan Model(s) 


The County-wide priority listing of service 

plans reflects those changes which would most 
tively Occur sm basic factors such as: County 
population growth and demographic pattern, etc. 
di these basic Tractors change: in other than che 
most likely manner, che, priority ranking of 
service plans also will probably change. To 
determine how the County-wide PrLOFILty ranking 
May (Change ib da necessary to) develop 4 model(s) 
Whicherelates these beste. factors toe the County- 
wide priority listing of service plans. By using 
the model(s) and varying the basic PaCccOrs.. | 
alternative County-wide service plan Dr LO 2ry, 
listingscan be produced, : 


Determine Annual Funding LImMiLesator Service 
Plans 


Annual funding limits would be determined Lor 
every priority ranked service plan, PiGereci ky. 
by “deverninime a funding limit, we are also 
setting financial priorities between service 
plans, These funding limits will provide the 
policy framework within which: departments will 
prepare annual budget requests, and CAO staff 

will analyze those requests during the regular 
annual budget cycle, ‘The County Services Planning 
and Analysis System will include this etsy feo Ged bien aa 


D; 


ive 


1. . Determine Net County Costs of Bach Priority 
Ranked Service Flan 


This would be a Simple administrative task 

of matciinge thesnet County sexmvice pian 

costs previously identified and the County- 
“WLGG (preority TLSting Obes ervi cee pilanss, 


2, Compere Net County Cost(s) to Non-Service 


Plan Generated Revenues 


TNEsTCOUnLY Can, iamance Tne nea COUMt yecoor 

Of priority ranked service plans up, Go the 
amount of funds generated by non-Service 

plan revenues. To determine which eser vice 
plans are. to be financed, 10 would oe sneceesam, 
to Compare the above nev County icost isting 
TO“Che amount “Of noOn-Sservice plan generated 
revenues, 


PHASE ZIT — DEFINE SERVICE PROGRAMS (Tasks Number 32-39 
of Implementation Plan 


‘ 


Related service plans would be combined into programs 

Co faci divace zoudeeui ne, (monitoring and control. cand 
evaluation. As used here, the term "program": 1) may 
be intradepartmental, interdepartmental, or within or 
across functional groups, 2) may refer towea group ror 
Service plans which are related as To ,end nesuilcy scarcer 
popile tron -means-of-delivery,—-€tC@, Ond-sy= May, TeCunee 
organizational change (e.g., creation of agencies, See) A 
The County Services Planning and Analysis System will 
TNCLude. GEV Ss scapaouiascy,, 


ai 


ae 


Definition of Intradepartmental Service Programs 


Based on guidelines prepared by CAO, departments 

sroup service plans (which have“beer reviewed iy 

the Bodrdvor Supervisors <span of wherCounty Mascer 
Services Plen) into intradepartmental Service Programs: 
These Service Programs then become the building blocks 
for definition of interdepartmental County-wide Service 
Programs. 


Definition _of [ntendepartmental Service: Programs 
To ia amg ls kel a sins ner on I) 1 al Ak ln Sa a aie ES Se 


County-wide Service Programs would be defined by - 
combining departmental Service Programs, In and of 
themselves, Service Frograms (either departmental 


Asics 


reales 
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or County-wide) do not have a priority. Only 
individual Service Plans have a priority. Service 
Programs are used as convenient categories of 
Service Plans for program and finanervals planning 
by Central estall sazene es. 


OBJECTIVE 372: MONITOR SERVICE PLANS 


ee 


-service plans shouldbe revised periodically COurer Lec & 


changes in the need for a service, and how the service 
Dla 2S beim carrred OUl., « cuCe. (ce, COUMLY s.crvirCes 
Planning and Analysis System will include the capability 
of monitoring service plan expenditures, workload and 


output. The Financial Management Information Program (FMIP 


proposed by the Auditor-Controller will provide this ca- 
pability. — : 


OBJECTIVE #3: EVALUATE SERVICE PLANS 


pervice plans end. the.County Master services Program 

Plan showld sve revised: periodical, bascd-oneeam evaluation 
Ol Der UrCe lel perlormance,  opeci (Cal Ly Ger COUnLY 
services Planning and Analysis System wijil include the 
Capability of evaluating service plan effectiveness (1.€., 
pow Wellecery  ccuiceds are Mel) and ert ici ancy. (1.6... 

how well the service plan was carried out). 


A. Departmental Evaluation of Service Plans 


Plevs ere (Occ loped tolsatiaoty ccrvice Neco, 1oday. 
most evaluations focus. primarily on inputs and the 
management process, rather than on whether the plan 
is accomplishing its intended purpose, 


pervice Plan evalualion 1S 4 process: for determining 
whether a program is achieving government objectives, 
and for determining the positive and negative impacts 
of how the objectives were achieved, 


de wdentify Acvual Objectives 


Prior tovany evaluation, actugt opyectives on pur= 
poses as evidenced through implementation must be 
identified. Stated objectives might be quite 
different from formal objectives previously 
identified, ror -example, the “statedvapjective of 
a transportation service plan might be "To provide 
access to community services, facilities and 


) 
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employment in a safe, quick comfortable, and 
convenient manner for all Segments of the 
community without causing major harmful side 
effects." In practice, the service plan designed 
to achieve this objective might have totally 
disregarded major portions of the stated objective. 


speciiy Criteria for BVvaludationmsoL Sénvice Plans 


Ror example, the evaluation criteria for the above 
objective might be: 


Qe Cesoa DLL wy andeconventence 
lol, bvetaomh” Aen tiie: 

Cae COMEOrt 

CG. moateny 

ez 


Maintenance of Environmental Quality 


Identify Population Segments that are Affected 


Different groups may be affected in digierent 
degrecs, itis important tovidenteity these spec men: 
groups: and) to collecy data concernime now tne yeicre 
affected, For example, an “average crime raveso 
average "family-income' for the entire County will 
not adequately reflect possible’ major differences 


that may exist among segments of the population, 


a.. identify Intended impacts 
Each service plan will have some groups that 
are the: intended beneficiaries, le... eclients 
Ormihe service; 

bo identify Other Impacts 


Bach service (plan is also likely to fmevetcerraim 


other groups, though not intended beneficiaries, who 


are nevertheless affected significantly. 


Identify Total Cost and-Comoare to Results 


Actual net costs when compared to actual results 
provides one means for measuring cost-efrfectiveness 
(by comparing to estimated cost-effectiveness as 
set forth in the service plan), and cost-benefit 
relationships (by comparing to estimated cost-benefit 
ratios identified in the service plan). In other 


(en 
Need 
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U.C. BERKELEY 
AINA aa 
€1233048750 
words, this step involves comparing actual to 
planned performance, 
B, Central Review of Evaluation Studies 
To achieve reasonable objectivity, there should be 
some control of the evaluation by an office other 
than the one directly responsible for carrying out 
the service plans. Central staff review would involve: 
1. Reviewing methods of evaluation 
2. Comparing cost/effectiveness ratios with 
‘OUNCE Servnce Bpuaic 
3. Suggesting expansion, modification, reduction, 
Or eliminavionvor Semvrce: plans 
CMD. 
REB: lw 
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